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ABSTRACT 


This thesis examines factors which influence the retention of 
male, company-grade Marine Corps officers (grades O-1 to O-3) who 
are within their initial period of obligated service. Data used combined 
responses from the 1985 DOD Survey of Officer and Enlisted Personnel 
and the respondents’ 1989 status from the officer master file main- 
tained by the Defense Manpower Data Center (DMDC). Logit regression 
was used to measure the relative importance of a broad range of fac- 
tors for retention. These included: biographic and demographic char- 
acteristics, tenure data, perception of external job opportunities, and 
Satisfaction with various aspects of military life. Results indicate that 
the individual's marital/dependant status, commissioning source, mili- 
tary occupational specialty, race, and satisfaction with specific intrin- 
sic and extrinsic aspects of the military job are most important in 
predicting the retention behavior of junior Marine Corps officers with 
no less than 12 months of service and no more than seven and one- 
half years of active service. These findings can provide manpower 
planners with information to project and manage future retention lev- 
els of company-grade officers and to identify possible shortfalls in 


critical occupational specialties. 
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I. INTRODUCTION 


In order for the Marine Corps to fulfill its assigned mission within 
national defense, it must attract, train, and retain qualified personnel. As 
the costs to recruit and to train personnel continue to rise, it will become 
increasingly important to ensure not only that these people fulfill their 
initial obligated service requirement but also that the best performers are 
encouraged to remain on active duty beyond their initial obligated service 
requirement. 

Maintaining qualified, highly trained personnel throughout all ranks 
and occupational specialties is of major importance to manpower policy 
makers. Marine Corps policy makers are located at Headquarters, U.S. 
Marine Corps in Washington, D.C., and are headed by the the Deputy 
Chief of Staff for Manpower. As stated in MCI 7701E, tne Department of 
Defense course for the Command and Staff College (Non-Resident 
Program): 

The Deputy Chief of Staff for Manpower (DC/S Mpr) assists...in 
planning, directing, coordinating, and supervising Headquarters 
staff agencies on all mattes relating to manpower planring, hudget- 
ing, policies and programs, personnel research and information 
systems, manpower management and administration, to include 
cognizance over Marine Corps military personnel... 

In performing his mission, the DC/S Mpr and his staff must imple- 
ment policies in order to meet mandated force levels and to achieve the 
desired quality within that force structure. In doing so, they must con- 


sider the significant factors which affect the individual’s decision to 


remain on active duty. If these factors are known beforehand, then policy 


b—_ 








decisions can be targeted directly towards the most influential factors. 
The individual will then be more likely to continue to serve and be more 
likely to choose the military as a career. As more Marines choose to 
remain on active duty, this increase in retention will reduce required 


training costs due to personnel turnover. 


A. BACKGROUND 

This thesis focuses specifically on the retention of junior Marine 
Corps officers who are serving within their initial obligated service 
requirement. These officers are directly responsible for the supervision, 
management, and training of our enlisted Marines on a daily basis. The 
performance of these officers in carrying out their responsibilities ulti- 
mately affects the readiness capabilities of all marine combat and combat 
support units. 

As weapons systems and support equipment become more complex, 
additional and more costly training is required. The more training and 
experience an individual Marine officer receives, the greater the invest- 
ment for the Marine Corps. The individual officer also becomes more 
costly to replace. All Marine Corps officers attend the Basic School at 
Quantico, Virginia for six months and then attend follow-on Military 
Occupational Specialty (MOS) training, which can last from as little as 
two months for infantry officers to as much as two years for some pilots. 

Unlike the corporate world, the services do not normally accept lat- 
eral entry into their organizational system. Almost all personnel are 
inducted at a lower entry level and grow through promotions to fill 


positions of increased authority and responsibility. The only exceptions 


are military doctors and lawyers, but they do not represent a large per- 
centage of the officer ranks, especially in the Marine Corps. 

Maintaining qualified, highly trained personnel throughout all ranks 
and occupational specialties of the officer corps contributes to the com- 
bat readiness of the entire service. In order to fill the more senior ranks, 
the services must retain and promote a certain percentage of their junior 
officers. This requires that retention levels be predicted for all ranks so 
that billet vacancies at higher levels can be filled and managed appropri- 
ately. The initial number of people required to staff the officer corps can 
be minimized if retention rates can be estimated with accuracy and if 
promotion rates are maintained at predictable levels. 

Retention rates can be managed successfully in both expansion and 
reduction scenarios if the factors which affect retention are known 
beforehand and if policy makers have some control over the individual 
factors. By monitoring the retention of officers and the factors affecting 
their decision to remain on active duty, manpower officials can project 
future retention levels and plan for shortfalls in critical occupational 


specialties. 


B. PURPOSE 

The purpose of this thesis is to construct and test a multivariate 
model of the career orientation of junior Marine Corps officers. This 
model examines the effects of various factors on the retention of male, 
junior Marine Corps officers. Retention is the individual officer's decision 
to remain on active duty beyond his initial obligation. Cross-tabulations, 


frequency analysis, and logit regression were used to examine variables. 








which included working conditions, individual and demographic charac- 


teristics, worker/employer expectations, co-worker relationships, and 
alternative job opportunities. 

This thesis utilizes responses to the 1985 DOD Survey of Officer and 
Enlisted Personnel and also uses personnel data from the Defense Man- 
power Data Center (DMDC) for estimating the model. DMDC used 1989 
personnel records to create a Matched Member File for all respondents of 
the 1985 survey by matching social security numbers. This file was cre- 
ated to obtain information about subsequent behavior of the 1985 
respondents. 

The primary research questions are: 

e What are the factors which affect the career orientation of junior 

Marine Corps officers who are within their initial period of obligated 


service? 


¢ What relative importance do these factors have for their decision to 
remain on active duty? 


¢ How do these factors differ among Military Occupational Specialty 
(MOS) groupings? 


Junior Marine Corps officers who are within their initial period of 
obligated service are the subjects of this study. The length of this initial 
period of obligation will vary between three and seven and a half years, 
depending on occupational specialty and/or commissioning source. As 
stated above, all Marine Corps officers attend the Basic School at Quan- 
tico, Virginia for six months and then attend follow-on MOS-specific 
training, which can last from as little as two months for infantry officers 
(MOS 03XX) to as much as two years for some pilots (MOS 75XxX). 


Commissioning sources include Officer Candidate School (OCS), Service 








Academies, Reserve Officer Training Corps (ROTC), and Platoon Leader's 
Course (PLC), each with different initial obligated service requirements. 

For the purpose of this study, company-grade officers with less than 
seven and a half years of service are considered to be junior officers. 
Company-grade officers are Second Lieutenants (O-1), First Lieutenants 
(O-2), and Captains (O-3). Warrant Officers (W-1 through W-4) and 
Majors (O-4) and above are not included in this study because the 
majority of these officers have already completed their initial service obli- 
gation. Officers with less than 12 months of service are also not included. 
These officers either have not completed training or are not considered to 
have had sufficient time in an operational environment to make informed 
career decisions. MOS groupings are Combat Arms, Combat Support, 
Aviators (Pilots & Naval Flight Officers), and Aviation Support. This per- 
mits examination of how important factors vary between occupational 
specialties. 

The methodology used in this thesis closely follows a 1987 thesis by 
Raymond J. Ashcraft entitled An Analysis of the Factors Affecting the 
Career Orientation of Junior URL Naval Officers. The data used by 
Ashcraft also came from the 1985 DOD Survey of Officer and Enlisted 
Personnel, but this thesis also uses data from DMDC on actual retention. 

Multivariate regression analysis was employed to explain differences 
in retention behavior of the officers being studied. Factor analysis was 
employed to reduce the total number of explanatory variables and to 
identify meaningful dimensions among groups of questionnaire 


responses. The SAS statistical package was used to analyze the data. 











Logistic regression was used in the analysis and formulation of the 
model. 

The dependent variable was derived from the DMDC data 9n actual 
retention. DMDC maintained a master file of the original respondents to 
the 1985 survey and recorded their military service status as of 1989. 
Explanatory variables came from selected responses to the 1985 survey. 
Several of the explanatory variables used in the analysis were responses 
to questions concerning aspects of job satisfaction and turnover. These 
variables were expected to influence the individual officer's decision to 
remain on active duty. 

As stated above, the management of Marine officers falls under the 
mission of the DC/S Mpr and his staff. As a result of this study, Marine 
Corps manpower Officials will have a model to identify the factors which 
affect the career orientation of junior officers. This thesis can serve as a 
management tool for manpower policy makers. It will enable them to 
estimate retention rates and future force structure based on the likeli- 
hood that junior officers will remain on active duty beyond their initial 


service obligation. It provides information which can be used to make 


informed, effective policy decisions. 








Il. REVIEW OF LITERATURE 


A. INTRODUCTION 

This thesis focused on the retention of junior Marine Corps officers 
who are serving within their initial obligated service requirement. “Reten- 
tion is defined as voluntary decisions on the part of individuals to remain 
in the military for additional terms of service” [Ref. 1:p. 2]. 

These decisions are different for officers than they are for enlisted 
members. For enlisted personnel, these decisions come at specific times 
within an individual's military career. Enlisted personnel join the service 
of choice for a contracted period of time, from two years for some Army 
occupational specialties to as much as six years for some Navy and Air 
Force specialties. The six-year obligations are for specialties where “train- 
ing is long and civilian transferability of acquired job skills is greatest.” 
[Ref. 1:p. 10] Once the contracted service requirement is fulfilled, the 
enlisted member makes one of three choices: (1) extend or reenlist for 
another specific period of obligated service, (2) leave the active force and 
join one of the Reserve forces (again for some specific period of obligated 
service), or (3) leave the service altogether. 

For officers, the situation is different in some respects. Upon entry 
into the service, new Ensigns or Second Lieutenants also agree to remain 
on active duty for a specific period of time. However, once they reach 


their End of Obligated Service (EOS), officers can continue to serve on 








serve on active duty without incurring another contracted period of 


obligated service. 

The ability to remain on active duty depends on the type of commis- 
sion. Officers with Regular commissions can continue indefinitely as long 
as they are promoted. Officers with Reserve commissions must apply to 
be “augmented” into the Regular officer corps or apply for extensions. 
Marine augmentation boards have been extremely competitive over the 
past decade and are much more than mere formalities, as may be the 
case in other services. If an officer with a Reserve commission is 
extended and is subsequently selected for promotion to Major, then he is 
automatically “augmented” and receives a Regular commission as a 
Major. The choices available to an officer with a Reserve commission 
closely resemble those available for an enlisted member. 

Because of successive and specific reenlistment periods, the points 
where individual enlisted members make their decisions can therefore be 
tracked with some accuracy. For officers, the individual's decision points 
can occur at any time following his EOS. 

Several studies have investigated the factors involved in the individ- 
ual's decision to remain in the service. Most of these studies have con- 
centrated on the enlisted member's decision process because of the ease 
in tracking these decision points and because of the need to retain such 
large numbers of enlisted members since the inception of the All Volun- 
teer Force (AVF). Although the decision process for enlisted members is 


different from the decision process for officers, some of the results from 














these studies can still be used to guide future research and to provide a 


basis for additional studies. 


B. TURNOVER THEORY 

To explain voluntary turnover, research on civilian turnover theory 
has analyzed the decision process an individual goes through prior to 
actually quitting. This decision process covers many variables, including 
economic ones, but economic variables alone do not explain tic cntire 
process. Other variables involved in this process are organizational com- 
mitment, job satisfaction, and behavioral intentions. Turnover theory 
incorporates individuals’ perceptions and their evaluation of available 
alternatives. [Ref. 2:p. 12] 

Muchinsky (1987) refers to a 1977 study by R. M. Steers and defines 
organizational commitment as “the relative strength of an individual's 
identification with the involvement in a particular organization.” Muchin- 
sky also adds that 


it is characterized by (1) strong belief in and acceptance of the 
organization's goals and values; (2) willingness to exert effort for the 
organization; and (3) desire to maintain membership in the 
organization. 
According to Muchinsky, Steers proposed three sets of antecedents for 
organizational commitment. They are personal characteristics, job char- 
acteristics, and work experiences. Personal characteristics include age 
and education. Job characteristics involve challenge, opportunities for 
social interaction, and the amount of feedback provided on the job. Work 


experiences include attitudes towards the organization, organization 








dependability, and the realization of expectations within the organization 
[Ref. 3:pp. 382-383]. 


“Job satisfaction is the extent to which a person derives pleasure 
from a job. Like any feelings of satisfaction, job satisfaction is an emo- 
tional response.” [Ref. 3:p. 396] If an individual is satisfied with his job, it 
is more likely that he or she will want to continue in that job. There are 
two main factors involved in an individual's decision not to continue in 
his or her job: the availability of other jobs and how happy the individual 
is with his or her current job. [Ref. 4:p. 175] 

People can feel differently about various aspects of their job. Psy- 
chologists began examining these aspects and their relationship with an 
individual's overall satisfaction with his job. This examination involves 
measuring how people feel about the various aspects of their jobs. A sta- 
tistical approach to measuring these attitudes involves conducting sur- 
veys of employees’ attitudes concerning separate aspects of their jobs. 
These responses are correlated and factors are identified based on similar 
responses. [Ref. 3:p. 397] 

According to Muchinsky (1987), the most widely accepted view of job 
satisfaction assumes that each person has in mind some standard of 
what is to be expected from a particular job. The individual compares 
that standard with his own perception of how closely the job meets that 
standard or his expectations. The degree of individual job satisfaction 
results from the difference between the individual's standard or expecta- 
tions and what is actually received from the job. [Ref. 3:p. 399] 
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This standard must be defined. Some researchers believe it comes 
from personal needs, either physical or psychological. Other researchers 
believe the standard evolves from personal values rather than needs. 
These values are related to what a person desires or seeks to attain. Val- 
ues determine people's choices and their responses to those choices. Dif- 
ferent people have different values, so they will also differ in their attitude 
towards job satisfaction. 

Herzberg’s research focused on improving worker productivity by 
improving worker satisfaction [Ref. 5:p. 21]. His theory was that some 
factors were associated with high satisfaction and others with dissatis- 
faction. Factors involving job content were classified as “satisfiers” and 
those involving job context were classified as “dissatisfiers.” 

Satisfiers must be present in a job in order for an individual to expe- 
rience job satisfaction. When satisfiers are absent from a job, the person 
will not feel dissatisfied but will be neutral or indifferent. Achievement, 
advancement, recognition, and responsibility are examples of satisfiers. 
Examples of dissatisfiers are policies, supervision, salary, and working 
conditions. 

If job context factors, or dissatisfiers, are not met adequately within 
a job, the worker will be dissatisfied. If they are met adequately, the 
worker will feel neutral or indifferent. So job satisfaction cannot be 
achieved by meeting only the dissatisfiers, these will just ensure that the 
worker is not dissatisfied. In short, Herzberg’s theory implies that satis- 
faction is derived from conditions of work [Ref. 3:p. 402]. 


1] 








Victor Vroom (1964) proposed that a combination of work role vari- 
ables and individual personality variables affects the degree of individual 
job satisfaction. Job satisfaction was described as a function of an indi- 
vidual's characteristics and the nature cf the job he performed [Ref. 5:pp. 
22-23]. 

Steers and Porter proposed a model of “Facet Satisfaction.” They 
indicated that satisfaction was a function of individual characteristics 
and job characteristics. Hopkins (1983) proposed models which com- 
bined job characteristics and job environment as determinants of job 
satisfaction. [Ref. 5:pp. 24~25] 

Another theory looked at turnover as a functiou of job satisfaction. It 
proposed that turnover had a negative relationship with job satisfaction. 
As job satisfaction decreased, turnover would increase. [Ref. 5:p. 30] 

From their study in 1980, Szilagy and Wallace formulated a scale 
containing five factors commonly associated with job satisfaction: the 
work itself, pay, promotion, supervision, and co-workers [Ref. 6:p. 16]. 

Arnold and Feldman (1982) surveyed members of the accounting 
profession to develop and test a working model of actual turnover behav- 
ior. They concluded that turnover is significantly influenced by age, 
tenure in the organization, overall job satisfaction, organizational com- 
mitment, perceived job security, and intention to search for an alterna- 
tive position. Their revised model treats turnover as a function of tenure, 
intention to search for alternatives, and perceived job security. [Ref. 7:pp. 


350, 359] 
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Cotton and Tuttle (1986) reviewed several studies of employee turn- 


over. They provided a listing of factors which correlate with turnover and 
are separated into three categories: external correlates, work-related 
correlates, and personal correlates. They concluded that age, tenure, 
overall job satisfaction, employment perceptions, and many other vari- 
ables were found to be stable and reliable correlates with turnover. Fac- 
tors such as task repetitiveness, accession rate, and intelligence were 
found to be weakly, if at all, related to turnover. [Ref. 8:pp. 57-58, 63] 

Lee and Mowday (1987) surveyed employees of a financial institution 
and obtained information on respondents’ job performance through 
access to their personnel records. They concluded that job performance, 
met expectations, job values, organizational characteristics, and organi- 
zational experiences explained a significant portion of the variance in 
responses. They also concluded that job satisfaction, organizational com- 
mitment, and job involvement explained a significant proportion of the 
variance in intention to leave. [Ref. 9:pp. 721, 735-736] 

In summary, studies over the years have identified or theorized that 
the following factors affect individual job satisfaction (which in turn affect 
turnover): working conditions, individual characteristics, worker/ 
employer expectations, co-worker relationships, and alternative job 


opportunities. [Ref. 5:p. 34] 


C. MILITARY TURNOVER RESEARCH 
Employee turnover is a necessary and natural aspect of the day-to- 
day operations of any organization. Excessive turnover can, however, 


lead to personnel shortages in critical positions, increase the cost to 
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recruit and train replacement personnel, lower worker productivity, and 
ultimately affect the effectiveness of the unit or organization. If the fac- 
tors affecting turnover can be measured and predicted, policy makers 
within the organization will be better able to manage the impact and 
minimize the negative effects of turnover on the entire organization. 
Ashcraft (1987) noticed that an increasing amount of research had been 
devoted towards the study of employee turnover and that the majority of 
the effort focused on identifying and measuring those factors which pre- 
dict individua: turnover behavior. [Ref. 10:p. 17] 

Doering and Grissmer (1985) concluded that consistent or definitive 
survey information was not available to investigate the differences 
between the various factors which “push” an individual out of the mili- 
tary versus those that “pull” an individual into civilian life. Their ideal 
survey for this purpose would be one that collected data at specific reen- 
listment or separation points and included follow-up studies as individ- 
uals stay in the service or resume civilian careers. They also concluded 
that the most effective approach is to survey individuals about their 
intentions at various times before their actual decision. [Ref. 1:p. 32] 

Several studies have investigated the turnover behavior of officers. 
Fitzgerald (1964) approached the problem of junior officer retention in 
the U.S. Navy using utility theory and decision theory in the context of 
operations analysis to arrive at an ordered listing of the reasons for 
turnover. [Ref. 11:p. ii] 

Lopez (1973) examined the pertinent aspects of retention of U.S. 
Navy Surface Warfare junior officers by surveying 162 of these officers 


who were attending the Naval Postgraduate School. His questionnaire 
covered the following areas: effect of supervisors, compensation, promo- 
tion, minority affairs, transfer (deployments, time away from home), 
fringe benefits, education and training, living accommodations, proposed 
legislation, external influences, Navy standards, ships and equipment, 
command at sea, and image. 

He concluded that sea pay was an incentive for retention and should 
remain part of the pay and allowance package. he recommended: mini- 
mum four-year tour lengths for CONUS assignments, mandatory retire- 
ment of senior officers (over 20 years of service) who fail selection to the 
next rank more than once, postgraduate education for all qualified offi- 
cers, review of DOD retirement policies, continuation of equipment 
upgrades, maintenance of opportunities for command at sea, and a con- 
certed effort to enhance the image of the Surface Navy. [Ref. 12:pp. 2-3] 

Cook (1979) tried to predict Naval Aviator retention six to 18 months 
in the future using the Navy’s Human Resources Management Survey. 
He found that stated career intention appeared to be a sound predictor of 
actual retention behavior and that attitude measures, command climate, 
and general satisfaction were highly correlated with personnel retention. 
He recommended that similar efforts be used to forecast unit-level 
retention. [Ref. 13:pp. 4, 45] 

Schmidt (1982) analyzed the career orientation of junior U.S. Navy 
officers using data from a 1978 Rand Corporation survey. He concen- 
trated on officers with more than two but less than 10 years of service. 


He found that the most important factor was the individual's overall 
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satisfaction with Navy life. The individual's general feelings towards his 


job and organization were next in importance. A variable labelled “met 
expectations” also had a major influence on career orientation. He found 
that age, education, and family size were positively correlated with career 
orientation. 

Factors which Schmidt found to have negative infiuences were feel- 
ings that military pay and benefits would not keep up with inflation and 
the expectation of future declines in retirement benefits. Another factor 
with a negative influence was spouse's civilian earnings. An interesting 
finding was that, on average, the spouse's income represented 16 percent 
of the total family income. The influence of source of commission varied 
depending on length of service [Ref. 14:pp. 4, 42, 100, 104, 105]. 

Ashcraft (1987) constructed and tested a model of the career orienta- 
tion for junior unrestricted line naval officers. He used responses from 
the 1985 DOD Survey of Officer and Enlisted Personnel. His findings 
showed that the factors which influenced junior officers most strongly 
were: the amount of time on sea duty, the perceived probability of finding 
a good civilian job, and satisfaction with extrinsic job factors. The extrin- 
sic job factors included: pay and allowances, current military job, job 
training or in-service education, and working or environmental condi- 
tions. Important factors in predicting whether officers will stay for 20 
years or more included all of the previously mentioned factors plus war- 
fare specialty and satisfaction with family-related factors. The family- 
related factors included: assignment stability, family environment, PCS 


moves, job security, and medical care. [Ref. 10:pp. 4, 32-33, 74-75] 
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Cain, Lensing, and Menifee studied the behavior of officers in the 
medical fields. Cain (1982) studied the factors influencing the career 
decisions of medical officers within the Military Health Services System 
(MHSS) using information derived from the 1978 Rand survey of officers 
and enlisted personnel. He found that most medical officers were dissat- 
isfied with the frequency of permanent change of station (PCS) orders 
and also dissatisfied with their military salary and benefits compared to 
those of civilian medical professionals. He also found that financial incen- 
tives and severai job components were important variables affecting 
career decisions of military physicians [Ref. 15:pp. 4, 18]. 

Lensing (1984) investigated whether the perception of alternative job 
factors affected the career orientation of military Nurse Corps officers in 
both their initial and subsequent periods of service obligation. She used 
the results of the 1978 DOD Survey of Officers and Enlisted Personnel. 
She concluded that the relative importance of various job attributes 
changes depending on the stage within the career of a military nurse. 
These changes are most evident within the initial penod of obligated ser- 
vice. Autonomy, characterized as “having a say in what happens to me,” 
was found to be an important determinant. She also found that training 
opportunities were important for those in subsequent periods of service 
obligation and that salary was not a significant factor in regard to turn- 
over within the Nurse Corps. [Ref. 16:pp. 4, 40-41, 83-85] 

Menifee (1984) also used the 1978 DOD survey to examine the deter- 
minants of organizational commitment for military physicians. Organiza- 


tional commitment was measured in terms of the physician’s intended 
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years of service beyond his obligated service requirement. He concen- 
trated his study on physicians with less than 10 years of service and on 
those physicians who were not within their initial period of obligated 
service. He found that civilian versus military wage comparisons, atti- 
tudes toward the immediate supervisor, and civilian versus military 
retirement benefits comparisons were important factors in retaining 
these physicians. [Ref. 17:pp. 4, 12, 76-79] 

Many studies have investigated enlisted member turnover behavior. 
Siggerud (1981) investigated social, environmental, and economic factors 
that influence the enlistee’s decision to reenlist or to leave the U. S. Navy 
using the 1978 DOD Survey of Officer and Enlisted Personnel. His 
research suggested that the most importan: factors affecting the individ- 
ual's intention to reenlist were: military pay versus civilian pay opportu- 
nities, duty station, and family considerations. One recommendation that 
was quite interesting was to eliminate the contract system (successive 
reenlistment contracts) after the first four years of service. He suggests 
that the savings from reenlistment bonus payments could be used to 
restructure the military pay scale [Ref. 18:pp. 4, 12]. 

Kreutner (1982) examined the behavior of non-prior-service enlisted 
reservists. He used historical data from DMDC and the 1978 Rand Cor- 
poration survey. He found that as age increased, performance also 
increased. Performance was evaluated using scores on the Armed Forces 
Qualification Test (AFQT). He also noticed that the cohort of reservists 
who entered the service at the age of 22 to 24 had the lowest attrition 


rate over the first term of service. He recommended that the services 
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should recruit more individuals from this age group. [Ref. 19:pp. 114, 
115, 119, 120] 


Orvis (1982) investigated the relationship between survey enlistment 
intention measures and respondents’ subsequent enlistment decisions. 
He used two databases. One was the results of the 1981 Applicant Sur- 
vey and the other consisted of 10 Youth Attitude Tracking Surveys (YATS) 
from Spring 1976 to Fall 1980. One interesting finding was that the 
power of YATS intention measures appears to be greatest within the first 
12 to 18 months follo:ving the survey. However, these measures continue 
to distinguish different enlistment rates for up to three to four years after 
completing the survey [Ref. 20:pp. iii, v, 6, 44]. This study showed that 
there is value in using survey results to predict individual behavior 
several years beyond the survey date. 

Christensen (1983) examined reenlistment intentions of first-term 
Navy enlisted personnel who were within one year of expiration of active 
obligated service (EAOS). The data were taken from the 1978 DOD Survey 
of Officers and Enlisted Personnel. She found that the two most signifi- 
cant factors were: (1) the perception that the family would be better off 
with the respondent in a civilian job, and (2) satisfaction with military 
life. Another important factor was special pay and allowances or 
bonuses. Her recommendations included the continuance of special pays 
such as sea pay and reenlistment bonuses, and she urged policy makers 
to maintain military pay equity with pay in the civilian market [Ref. 
21:pp. 4, 42, 81-83]. 
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O’Donohue (1988) examined the factors which influence a male, 


first-term enlisted reservist’s decision to remain in the Selected Marine 
Corps Reserve (SMCR). His data came from a combination of the 
responses of participants in the 1986 Reserve Component Surveys and 
their personnel records from the Reserve Components Common Person- 
nel Data System. He found that reserve income has a statistically signifi- 
cant and positive impact on SMCR retention and that educational bene- 
fits, civilian job-related training, and retirement benefits all were signifi- 
cant factors in retaining prior-service reservists. [Ref. 2:p. iv] 

The theses of Schmidt and Ashcraft provided updated models of 
turnover behavior based on previous research and theory. These studies 
formed the theoretical basis for this thesis. Some of the factors found to 
be significant in their studies were considered in this thesis, while other 
factors (such as sea pay and family financial resources) were not 
included Unlike the theses of Schmidt and Ashcraft, this thesis utilizes 
information on actual retention rather than self-reported retention 


intentions. 
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Il. METHODOLOGY AND DATA DESCRIPTION 


A. METHODOLOGY 

This thesis followed similar methodology to that used by both 
Schmidt (1982) and Ashcraft (1987) to study retention intention. The 
data used in Ashcraft’s thesis also came from the 1985 DOD Survey of 
Officer and Enlisted Personnel. Schmidt and Ashcraft both concentrated 
on junior naval officers and the factors which influence their career 
orientation. Figure 1 depicts the hypothesized model for this thesis. 
Figure 2 depicts the conceptual model used by Schmidt and Figure 3 
depicts that used by Ashcraft. 

Some of the biographic and demographic factors used by Schmidt 
and Ashcraft in their models involved individual information on age, 
marital status, number of dependents, occupational specialty, commis- 
sioning source, and years of education. Their time/tenure-related factors 


measured characteristics such as length of service, pay grade, amount of 


Perception of External 


Job Opportunities a 
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Figure 1. The Hypothesized Model 
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Figure 2. The Schmidt (1982) Model 
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Figure 3. The Ashcraft (1987) Model 


obligated service remaining, time separated from dependents, and num- 
ber of months of sea duty. Cognitive/affective factors dealt with the indi- 
vidual's perception of, and satisfaction with, different aspects of the job 
and family concerns. Family financial resources covered total family 
income and the spouse's contribution to the total income. [Ref. 10:pp. 30, 
46-47; Ref. 14:pp. 52-53] 
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Ashcraft found that the family financial resource variables were not 
statistically significant and he dropped them from his final model. More 
than half of the officers contained in the sample for this current thesis 
were single, so their total family income would, in most cases, consist of 
military pay only. The amount of military pay depends entirely on pay 
grade and time in service. If military pay were retained as a variable in 
this model, it would be expected to be collinear with some of the time/ 
tenure variables. In addition, spouse’s income is a variable over which 
policy makers have very little control and the results for this variable 
would not be very informative. For these reasons and because the self- 
reporting of income characteristics was sometimes incomplete, family 
financial resource variables were not included in the hypothesized model 
for this thesis (see Figure 1). 

Some of the biographic and demographic variables used by Schmidt 
and Ashcraft were collinear with some of the time/tenure variables ({i.e., 
age and pay grade with length of service) and they were excluded from 
the hypothesized model for this current thesis. There were a few vari- 
ables, such as sea pay, which were significant in Ashcraft’s mcdel for 
naval officers but did not apply to this study of Marine officers. 

Ashcraft measured career orientation by evaluating the survey ques- 
tion, “When you leave the military, how many total years of service do 
you expect to have?” He placed the respondents into two categories: 
careerist and non-careerist. Each of these categories was further subdi- 
vided into two time frames: short term and long term [Ref.10:pp. 32-33]. 


The basis for these categories came from self-reported intentions. The 
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measure of career orientation in this thesis was based on actual reten- 
tion behavior instead of relying on self-reported intention data. Actual 
retention behavior was based on the 1989 military status of the respon- 
dents to the 1985 survey. 


B. DATA DESCRIPTION 

The data used in this thesis came from two sources: (1) responses to 
the 1985 DOD Survey of Officer and Enlisted Personnel and (2) informa- 
tion on each respondent's 1989 military status from data maintained by 
the Defense Manpower Data Center (DMDC). Previous studies used self- 
reported information on career or retention intentions. An individual's 
self-reported intentions are not always in consonance with his actual 
retention behavior. This study uses actual retention behavior information 
instead of self-reported intentions. 

The basic stratification for the 1985 DOD survey was by officer/ 
enlisted status and service. Officers, females, and Marine Corps person- 
nel were sampled at a higher rate in order to permit more detailed 
analyses of these groups [Ref. 24:p. 2-2]. Table 3.1 depicts the survey 
stratification for officers, broken down by service and sex. 

The final sample sizes were based on a compromise by DMDC 
between the number of questionnaires needed for detailed analyses of 
special populations and budgetary constraints. The officer population 
from which the 1985 survey was drawn consisted of active-duty officers 


who were stationed in the United States (CONUS) or overseas on 30 


September 1984. Some officers were discharged between the time the 














TABLE 3.1 
SAMPLE INFORMATION BY STRATIFICATION CELL 


Marine 
my | Navy Corps 











wale [5.868 | 3.738 | 3.040 | 5.608 | 19.219 
[Female | 2.044 [1,810 | 628 | 2.938 | 6.220 


7,912 5,046 | 4.568 25,432 | 
samples were selected and the date the survey was actually adminis- 
tered, so a reduced number remain as “eligible members” [Ref. 24:p. 2-5]. 


Table 3.2 depicts the sample allocation and response rates of Marine 


Corps officers. 


TABLE 3.2 


SAMPLE ALLOCATION AND RESPONSE RATES 
OF MARINE CORPS OFFICERS 


Usable Returned as a 
Sample Eligible | Questionnaires Percent 
Members | Members Returned of Eligibles 


Frotal_ | a568 | aasa [aaa | 92.9 


The sample used in this study was narrowed even further. Women 










Marines are not present in all of the military occupational specialties 
(MOS). Some of the MOS groupings in this study, particularly the Com- 
bat Arms and Aviator groupings, have few, if any, females in them. 


Therefore, retention behavior of women Marine officers was not studied. 








Only company-grade officers (pay grades O-1, O-2, and O-3) were 
selected for this study. These officers represent the majority of officers 
who would be within their initial period of obligated service. Many War- 
rant Officers and all Majors (O-4) and above have already completed their 
initial obligation. The term “initial obligation” represents the contractual 
period of service required by a particular commissioning program plus 
any further obligation incurred due to some form of follow-on training 
(such as flight school). Question 08 of the survey asked, “Are you pres- 
ently serving within your INITIAL SERVICE OBLIGATION as a com- 
missioned officer?” An officer with an affirmative response was retained 
as part of this study’s sample. 

The initial service obligation varies from a minimum of three years 
for OCS graduates to a maximum of seven and a half years for some 
pilots and naval flight officers. 1nis study looked at only those officers 
with more than 12 months and no more than seven and a half years of 
total service. The survey question on length of service (O6E6) included 
prior enlisted time, so total service includes both enlisted and commis- 
sioned service. 

The Matched Member File indicated the respondents’ status as of 
1989. To ensure that aii members of this study’s sample had an oppor- 
tunity to complete their initial obligation before 1989, only those officers 
were retained in the sample who had less than three years remaining in 
their obligation at the time of the survey. The survey question 09 


addressed this issue. 
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Lawyers (MOS 4401 and 4402) were deleted from this sample 
because they did not represent “typical” commissioning sources or have 
“typical” career paths. Officers without an assigned specialty (MOS 9901) 
were also deleted. These officers either have not completed training or are 
considered not to have had sufficient time in an operational environment 
to make informed career decisions. 

The total number of officers who remained in this study’s sample 
was 456. This represents 12.4 percent of the 1985 DOD Marine Corps 


officer sample who returned usable questionnaires. 
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IV. ANALYSIS 


A. VARIABLE SELECTION AND MODEL SPECIFICATION 

Retention, for the purposes of this study, is defined as an officer's 
decision to remain on active duty beyond his initial obligated service 
requirement. The alternative choice is to leave active duty. The retention 
decision is thus a binary one and can be evaluated as a dichotomous 
dependent variable. The dependent variable for this study was taken 
from the Matched Member File of the 1985 DOD Officer and Enlisted 
Personnel Survey. If the respondent was still on active duty in 1585, he 
was considered a “stayer” and the variable ACT89 was coded as “1”; 
otherwise, he was considered a “leaver” and ACT89 was coded as “0.” 
Table 4.1 depicts the frequency distribution of the dependent variable 
ACTS89. 


TABLE 4.1 
DEPENDENT VARIABLE FREQUENCY DISTRIBUTION 


Number Percent 
Stayers (ACT89 = 1) 240 52.6 
Leavers (ACT89 = 0) 216 47.4 
Total 456 100.0 


This study utilized logistic regression to analyze the turnover 


decision. 


The logit regression model best suits a binary dependent variable 
due to the asymptotic characteristics of the logistic function. The 
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logit model is based upon the cumulative logistic distribution which 
restricts the dependent variable from zero to one.” [Ref. 22:p. 42] 


The value of the dependent variable was interpreted as the probability of 
an individual remaining on active duty (AD). The model is specified as 


follows: 


1 


=(BoXo+B,X)+B,X2+B3X4+...B, X,) 


P(remain on AD) = 
l+e 


where P is the probability that an individual remains on active duty and 
e is the base of the natural logarithm. The X; are the values of the 
explanatory variables, the B; are the values for the estimated parameters 
of the model, and k denotes the number of explanatory variables mea- 
sured for each individual. 

The candidate biographic and demographic variables included mari- 
tal status, commissioning source, military occupational specialty (MOS), 
age at entry, race, and housing. Table 4.2 presents the frequency distri- 
bution of the dichotomous explanatory variables. The variable years of 
service (YOS) had a mean value of 3.5 with a standard deviation of 1.5 
and minimum and maximum values of 1.0 and 7.5, respectively. The 
variable years at present location (YPRESLOC) had a mean value of 1.4 
with a standard deviation of 0.9 and minimum and maximum values of 
0.0 and 5.1, respectively. Table 4.3 presents cross-tabulations between 
the dichotomous explanatory variables and the dependent variable 


(ACT89). 
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TABLE 4.2 
CANDIDATE EXPLANATORY VARIABLES (N = 456] 


_—______varistie__——Ss~—~S~CS~S~S.SNmib er] Percent | 
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TABLE 4.3 
RETENTION BEHAVIOR BY CANDIDATE EXPLANATORY VARIABLES 


Number of | “Stayer” 
Variable “Stayers” | Percentage 


FAMILY STATUS 


SINGLE (SINGLE) 


MARRIED-NO-CHILDREN (MNC) 

MARRIED-WITH-CHILDREN (MWC) ; 
OCCUPATIONAL SPECIALTY 

COMBAT ARMS (COMBARMS) 

COMBAT SUPPORT (COMBSUPP) 

PILOTS & NFO'S (AVIATOR) 


AVIATION SUPPORT (AVSUPP) 


AGE AT ENTRY 
BEFORE 21 (EARLY) 
BETWEEN 21 AND 24 (NORM) 192 
AFTER 24 (LATE) |__50.8 | 

COMMISSIONING SOURCE 
SERVICE ACADEMY (ACADEMY) | 22—«| BL 
PLATOON LEADERS CLASS (PLC) | 85) | 50.3 
OCS OR OTHER (OCSOTH) 

| 58 | 69.9 
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The variables SINGLE, MNC, and MWC were dichotomous variables 


created from the survey questions on marital status (051E48) and num- 
ber of dependents (067E64). The question on number of dependents did 
not include the spouse. A respondent was considered as single if he 
answered question O51E48 as widowed, divorced, or never married. A 
respondent was considered as married-with-children (MWC) if: (1) he 
answered the question as married (first time), remarried, or separated. 
and (2) if question O67E64 was answered as any value greater than zero. 

Originally, SINGLE was also broken down into single-no-children 
and single-with-children, but there were not enough responses of single- 
with-children to provide adequate dispersion for the logit regression 
model, so the two were combined. It was expected that married officers 
would remain on active duty at a higher rate than single officers and that 
married officers with children would remain on active duty at an even 
higher rate. The basis for this hypothesis was that the opportunity costs 
associated with leaving active duty and finding a job are greater for 
married service members than for single ones. 

The variables ACADEMY, PLC, ROTC, and OCSOTH were dichoto- 
mous variables created from the survey question on commissioning 
source (010). ACADEMY represents graduates from the service acade- 
mies, PLC represents officers commissioned through Platoon Leaders 
Course, ROTC represents officers commissioned through the Reserve 
Officer Training Course (both regular and scholarship), and OCSOTH 
represents those officers commissioned through Officer Candidate School 


or other commissioning sources not already mentioned. 
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Officers commissioned through the service academies and the ROTC 
(scholarship) program receive regular commissions upon graduation and 
are not required to appear before Augmentation Boards and compete to 
remain on active duty. It was expected that officers from these commis- 
sioning sources would remain on active duty at a higher rate than offi- 
cers commissioned through other sources. 

The variables COMBARMS, COMBSUPP, AVIATOR, and AVSUPP 
were dichotomous variables created from the active service occupation 
information taken from the 8503 Master File. These variables represent 
MOS groupings. COMBARMS included officers from the infantry (03XX), 
the artillery (O8XX), and tanks and amphibian vehicles (18XxX). 
COMBSUPP included officers from personnel and administration (01XX), 
intelligence (02XX), logistics (04XX), engineers (13XX), operational com- 
munications (25XX), signals intelligence/ground electronic warfare 
(26XX), supply administration and operations (30XX), auditing, finance 
and accounting (34XX), motor transport (35XX), data systems (40XX), 
public affairs (43XX), and military police and corrections (58XX). AVIA- 
TOR included pilots and naval flight officers (NFO). AVSUPP included offi- 
cers from aircraft maintenance (60XX), air control/air support/anti-air 
warfare (72XX), and air traffic control (73XX). It was expected that offi- 
cers from combat support and pilot MOS groupings would remain on 
active duty at lower rates than combat arms groupings due, in part, to 
the relative ease of skill transfer from the military to the private sector. 


Age at entry was calculated by dividing length of service (O6E6) by 


12 to obtain years of service and then subtracting years of service from 














current age (O3GE35). Age at entry was an approximatio. and may be 
misleading in a few cases because length of service also includes prior 
enlisted time. The size of the possible error depends on the number of 
years between the officer's age when he left the service as an enlisted 
member and his age when he came on active duty as an officer. EARLY 
represents age at entry prior to age 21. NORM represents age at entry 
between 21 and 24. LATE represents age at entry after age 24. It was 
expected that officers who entered service at a later age would remain on 
active duty at a higher rate than those who entered at an earlier age. It 
was believed that officers who join the service at a later age have more 
maturity and have made a more in-depth analysis of the costs and 
benefits of their decision to enter the service. It would then be more 
probable that military service would meet the expectations of older offi- 
cers than those of younger ones. 

The variable MINORITY was a dichotomous variable created from the 
survey question on race (O39E38). If the answer to this question was 
anything other than white/Caucasian, then MINORITY was coded as “1”; 
otherwise, it was coded as “0.” Because of the limited number of 
responses from minority officers, a further breakdown of minorities was 


not possible. 


Minorities have traditionally experienced higher unemployment rates 
then whites, leaving fewer employment alternatives for minorities. 
Previous studies have concluded that minorities are more likely to be 
retained than whites. [Ref. 22:p. 45] 


The variable GOVT was a dichotomous variable created from the 


survey question on present housing (O19E18). If the question was 











answered as “base/government housing” then GOVT was coded as “1”; 
otherwise, it was coded as “0.” 

There were two time/tenure variables considered in this model. One 
was YOS, which represents years of service and was created from the 
length-of-service question (O6E6). Length of service was reported in 
months and included prior enlisted time. O6E6 was converted to years by 
dividing it by 12. It was expected that as an officer accrues more years of 
service he would remain on active duty at a higher rate. It was believed 
that officers with more years of service have more time “invested” in the 
service and may continue to serve in order to qualify for retirement 
benefits. In addition, the longer an officer stays in service, the less likely 
it will be that he will retain marketable skills learned in college. Unless 
his military specialty has some transferability of skills to the civilian sec- 
tor, the costs of leaving the service may be high due to the amount of 
time spent in the civilian job search process. 

The other time/tenure variable included was YPRESLOC, which rep- 
resents years at present location and was created from the number of 
months at present location question (013E12), which was converted to 
years. There was no a priori expectation for this variable. Years at present 
location could serve as a proxy for satisfaction with current location. The 
longer an officer stays in a particular place, the more he may be satisfied 
with that duty station. On the other hand, officers are moved every three 
to five years as a matter of policy. Some officers like the challenges 
offered by change and would be less satisfied the longer they stay in one 


place. 








The dichotomous variable GOOD was created from the survey ques- 
tion about perception of job opportunities (O96E92). This variable 
attempted to capture the individual officer’s perception of his job oppor- 
tunities in the private sector. The answers to this question ranged from 
“no chance” (coded as 1) to “certain” (coded as 11). If this question was 
answered as “good” or better, then GOOD was also coded as “1”; other- 
wise it was coded as “O.” It was expected that officers who feel that they 
have good private-sector job opportunities will be less likely to remain on 
active duty. They may be more likely to inquire about those opportunities 
and actually accomplish some job searching. 

The remaining explanatory variables in the model were cognitive/ 
affective orientation variables. “The perceptions of the officer and his 
family regarding cognitive/affective job factors will heavily influence the 
career decision....” These variables are “...designed to assess the percep- 
tion of, and degree of satisfaction with intrinsic and extrinsic aspects of 
the military job, and family-related factors.” [Ref. 10:pp. 49-53] Intrinsic 
variables indicate how satisfied the respondent was with the characteris- 
tics or aspects of military life. Some of these variables are difficult to 
quantify and are arbitrary in nature. Extrinsic variables address the 
more tangible aspects of military jobs, such as pay and allowances, post- 
service education benefits, and commissary privileges. 

Factor analysis was used to identify dimensions among these cogni- 
tive /affective variables, which included: intrinsic job satisfaction, extrin- 
sic job satisfaction, satisfaction with health/retirement benefits, satis- 


faction with current location, and satisfaction with community attitudes. 
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These original cognitive/affective variables had responses ranging from 
“very dissatisfied” (1) to “very satisfied” (5) or “serious problem” (1) to “not 
a problem” (5). Responses of “not answered,” “don’t know,” or “not appli- 
cable” were assigned the mean value for that question [Ref. 23:p. 744]. 
Table 4.4 shows which questions were affected and the frequency of 


mean substitution for each question. 


TABLE 4.4 
VARIABLES ASSIGNED MEAN VALUES FOR MISSING RESPONSES 


Question Frequency 
WORK CONDITIONS 3 
CLIMATE 2 
DISTANCE 11 
RECREATION 6 
ATTITUDES OF LOCALS 24 
CRIME 27 
RACIAL TENSION 48 
JOB SECURITY 4 
DENTAL CARE 1 
COMMISSARY SERVICES 1 
RETIREMENT 2 
VEAP BENEFITS 2 


The SAS procedure “PROC FACTOR” was used on the 21 cognitive/ 
affective orientation variables to create the five separate factors. Factor 
analysis allows us 

to see whether an underlying pattern of relationships exists, such 


that the data may be rearranged or reduced to a smaller set of 
common factors or components that may be taken as source 
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variables accounting for the observed interrelations in the data. [Ref. 
10:p. 50] 


The Kaiser measure of sampling adequacy was 0.769. Samples scoring 
above 0.5 are usually suitable for factor analysis [Ref. 23:p. 356]. The 
table in the appendix presents a complete listing of these variables and 
the individual factor loadings for each factor. 

Table 4.5 lists the intrinsic job satisfaction variables. These variables 
consisted of responses to survey questions which measured individual 
satisfaction with inherent aspects of the job and personal relationships. 
The variable for co-workers loaded most heavily on FACTOR] but also 
made a strong contribution to FACTOR2, as can be seen in the table in 
the appendix. It was expected that the more an officer was satisfied with 
this component, the more likely it would be that he would remain on 


active duty. 


TABLE 4.5 
INTRINSIC JOB SATISFACTION FACTOR COMPONENTS 


Factor Name Variables Questionnaire Item 
FACTOR1 CO-WORKERS 0109105C 
HAPPY WITH JOB 01091053 
FRIENDSHIPS 0109105B 
WORK CONDITIONS 0O109105N 
PERSONAL FREEDOM O109105A 
SERVE COUNTRY 0109105! 


Table 4.6 lists the extrinsic job satisfaction variables. These vari- 
ables consisted of responses to survey questions which measured indi- 


vidual satisfaction with specific aspects of the job, including some 
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monetary benefits. The variable for pay and allowances loaded most 
heavily on FACTOR2 but was almost as closely associated with FACTOR] 
aud FACTOR3, as can be scen in the tabie in the appendix. It was 
expected that the more an officer was satisfied with this component the 


more likely it would be that he would remain on active duty. 


TABLE 4.6 
EXTRINSIC JOB SATISFACTION FACTOR COMPONENTS 


Factor Name Variables Questionnaire Item 
FACTOR2 PROMOTIONS 0109105K 
JOB SECURITY 0109105M 
JOB TRAINING O109105L 
VEAP BENEFITS 01091050 
COMMISSARY SERVICES 0109105R 
PAY 0109105E 


Table 4.7 lists the satisfaction with health/retirement benefits vari- 
ables. These variables consisted of responses to survey questions which 
measured individual satisfaction with health-care benefits (both medical 
and dental) and retirement benefits. The variable for retirement benefits 
loaded most heavily on FACTORS but was also closely associated with 
FACTORI and FACTOR2, as again can be seen in the table in the appen- 
dix. It was expected that the more an officer was satisfied with this com- 
ponent, the more likely it would be that he would remain on active duty. 


Table 4.8 lists the satisfaction with current location variables. These 


variables consisted of responses to survey questions which measured 








TABLE 4.7 


SATISFACTION WITH HEALTH/ 
RETIREMENT BENEFITS FACTOR COMPONENTS 


Factor Name Variabies Questionnaire Item 
FACTOR3 MEDICAL CARE 0109105P 
DENTAL CARE 01091059 
RETIREMENT 0109105H 
TABLE 4.8 


SATISFACTION WITH CURRENT LOCATION FACTOR COMPONENTS 





Factor Name Variables Questionnaire Item 
FACTOR4 DISTANCE O20E19B 
CLIMATE O20E19A 
RECREATION O20E19H 


individual satisfaction with specific aspects of the individual officer's 





present duty station. These included climate, distance to population cen- 
ters, and available recreational facilities. It was expected that this com- 
ponent would have a negative effect on retention. An officer who was 
satisfied with his current location might want to stay in that location. 
Due to the change of duty station policies, the only way to stay at the 
location would be to leave the service. Likewise, an officer who is dissat- 
isfied may request to be moved at an earlier date than anticipated. 


Table 4.9 lists the satisfaction with community attitudes variables. 


These variables measured the individual officer's perception of local com- 














munity attitudes and problems. They include attitudes of local resi¢ents 
toward military families and the degree to which crime and racial tension 
are problerrs in the local community. It was expected that this compu- 
nent would have a negative effect on retention. An officer who was satis- 
fied with the community attitudes might want to stay in that location. 
Again, due to the change of duty station policies, the only way to stay at 
the location would be to leave the service. Likewise, an officer who is dis- 


satisfied may request to be moved at an earlier date than anticipated. 


TABLE 4.9 


SATISFACTION WITH 
COMMUNITY ATTITUDES FACTOR COMPONENTS 


Factor Name Variables Questionnaire Item 
FACTORS RACIAL TENSION O021E20D 
CRIME 021E20C 
ATTITUDES OF LOCALS O20E 191 
B. RESULTS 


Tables 4.10 and 4.11 display the statistical results of the logistic 
regression model. The model had a Chi-square score of 84.46 with 20 
degrees of freedom and was significant at the one percent level. The 
model correctly predicted 66.3 percent of the “stayers,” 69.4 percent of 
the “leavers,” and overall correctly predicted 67.8 percent of the sample. 
This is an improvement over the 52.6 percent of the “stayers” that could 


be correctly estimated without using the model. 
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TABLE 4.10 
MODEL VALIDITY 


__ Predicted 


Stayers 


STAYERS 33.7% 


Actual percentage remaining on active duty: 52.6% 
Percentage correctly classified: 67.8% 





TABLE 4.11 
STATISTICAL RESULTS FOR THE LOGISTIC REGRESSION MODEL 











Variable Probability Value 
I 0.892 
0.413 
0.127 





FACTORS 


significant at the one percent level 
significant at the five percent level 
significant at the 15 percent level 








Of the 20 explanatory variables in the model, seven were statistically 
significant: Married with children from the family status group, service 
academy aud reserve Officer Training Corps from the commissioning 
source group, combat support from the occupation grouping, the race 
variable MINORITY, and the intrinsic and extrinsic job satisfaction factor 
components. 

Table 4.12 displays the results of the model in regard to the partial 
effects and significance level of each explanatory variable. The Base Case 
individual for the model was: marital status as single, commissioning 
source as OCS or other, military occupational specialty (MOS) as combat 
arms, age at entry as normal (between 21 and 24 years of age), race as 
Caucasian, and current housing as off-base. The average value for years 
of service was 3.5 and the average value for years at present location was 
1.4. The Base Case individual had a probability of staying of 524. Excepi 
for commissioning source and MOS, the majority of respondents were 
grouped in these categories. OCS or other commissioning source and 
combat arms specialty were close to being the majority groupings and it 
was believed that these categories represented the most likely character- 
istics of the “average” officer. 

The married-with-children variable was significant at the one per- 
cent level while the married-no-children variable was not statistically 
significant. If an officer was married and had children he would have an 
18.3 percent higher probability than a single individual of remaining on 
active duty. An officer who was married and had no children only had a 


5.1 percent higher probability than a single individual of remaining on 
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active duty. These variables had positive Beta values which could reflect 


that as an officer gains family responsibilities the opportunity cost of 
leaving the service is higher as compared to that of an officer who is sin- 


gle and that married officers are more inclined to remain on active duty. 


TABLE 4.12 





PARTIAL EFFECTS TABLE 


Variable 


MNC 

MWC* 
ACADEMY# 
PLC 

ROTC* 
COMBSUPP** 
AVIATOR 
AVSUPP 
EARLY 
LATE 
MINORITY# 
GOVT 

YOS 
YPRESLOC 
GOOD 
FACTOR1* 
FACTOR2* 
FACTOR3 
FACTOR4 
FACTORS 


Base Case Probability = 0.524 


significant at the one percent level 
significant at the five percent level 
significant at the fifteen percent level 
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Partial Effect 


0.051 
0.183 
0.159 
0.053 
0.240 
-0.153 
-0.017 
-0.113 
-0.032 
0.028 
0.148 
-0.019 
0.018 
-0.018 
-0.097 
0.119 
0.105 
-0.021 
-0.012 
-0.004 








The commissioning source variables for service academy and ROTC 
graduates were significant at the 15 and one percent levels, respectively, 
while the Platoon Leaders Class variable was not Statistically significant. 
The Beta values for these variables were positive, which indicates that 
graduates from these commissioning sources remain on active duty at 
higher rates than OCS graduates. An academy graduate had a 15.9 per- 
cent higher probability of remaining on active duty and an ROTC gradu- 
ate had a 24.0 percent higher probability as compared to an OCS or 
other commissioning source graduate. A PI.C graduate had a 5.3 percent 
higher probability. Part of this can be explained by the fact that all of the 
academy graduates and most of the ROTC graduates receive regular 
commissions, as compared to reserve commissions for OCS and other 
graduates. Officers with regular commissions can remain on active duty 
without having to apply for augmentation. Reserve officers have to com- 
pete through the augmentation process for a limited number of available 
openings. 

The military occupational specialty variable for combat support was 
significant at the five percent level, while the aviator and aviation support 
variables were not statistically significant. The Beta values for these vari- 
ables were all negative, which indicates that these officers are more 
inclined to leave active duty than their combat arms counterparts. An 
officer in one of the combat support specialties is 15.3 percent less likely 
to remain on active duty. An aviator is 1.7 percent less likely and an offi- 
cer with an aviation support MOS is 11.3 percent less likely to remain on 


active duty. This may show that these specialtics have acquired skills 
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that can be more readily transferred into the private sector than skills 
acquired through the combat arms speciaity. 

The race variable MINORITY was significant at the 15 percent level. 
The Beta value for this variable was positive, which indicates that minor- 
ity officers stay at higher rates than Caucasian officers. A minority officer 
had a 14.8 percent higher probability of remaining on active duty as 
compared to a Caucasian officer. This substantiates previous findings 
that minority service members have higher retention rates, which could 
reflect lower opportunities for other employment. 

The intrinsic and extrinsic job satisfaction factors were both signifi- 
cant at the one percent level. Their Beta values were also positive, which 
indicates that increases in these factors would lead to increases in the 
probability of remaining on active duty. An increase of one standard devi- 
ation in the intrinsic factor (FACTOR1) would increase an officer’s proba- 
bility of remaining on active duty by 11.9 percent. A similar increase in 
the extrinsic factor (FACTOR2) would lead to an increase of 10.5 percent. 

The negative value for the health/retirement benefits factor compo- 
nent was a surprise. Although this factor was not significant, the sign 
indicates that as satisfaction with health/retirement benefits increases, 
the probability of remaining on active duty decreases. An increase of one 
standard deviation for this factor would lead to a decrease of 2.1 percent. 
The coefficient for this variable was -0.095. This value is extremely close 
to zero and is not statistically significant, so the sign could just as well 


be positive. This variable could also be collinear with another explanatory 


variable. 





The satisfaction with current location and satisfaction with com- 
munity attitudes were not statistically significant and their Beta values 
were negative (-0.057 and -0.018, respectively). These values are 
extremely close to zero and are not Statistically significant, so the signs 
could just as well be positive. These variables could also be collinear with 
other explanatory variables. As satisfaction with these variables 
increases, the probability of remaining on active duty decreases. When 
officers become more satisfied with their current location and more Ssatis- 
fied with community attitudes, perhaps they would want to remain at 
these locations. In order to remain within a specific community, the offi- 
cer would leave active duty rather than be transferred to another loca- 
tion. An increase of one standard deviation for these factors results in 
decreases of 1.2 percent, and 0.4 percent for FACTOR4 and FACTORS, 
respectively. 

The age at entry variables were not statistically significant, nor were 
the time/tenure variables, the perception of job opportunities variable, 
and the variable for current housing. The Beta value was negative for 
early age at entry and positive for late age at entry. This indicates that 
officers who join before age 21 are less likely to remain on active duty, 
while officers who join after age 24 are more likely to remain on active 
duty. Older officers are more likely to be married and have dependents 
than younger officers. Older officers may investigate more fully the con- 
sequences of their decisions because of their maturity as compared to 


younger Officers. 








The years of service variable had a positive Beta value, which indi- 
cates that the longer an officer serves, the more likely he is to remain on 
active duty. Intuitively, this makes sense. The years at present location 
had a negative Beta value, which indicates that the longer an officer 
remains at his present location, the less likely he is to stay on active 
duty. The longer an officer stays at a particular location, the more ties he 
has to that location (e.g., a spouse that works) and it may become more 
difficult to leave. 

The perception of external job opportunities variable had a negative 
Beta value. This indicates that when an officer’s positive perceptions 
about alternative work opportunities increase, he is less likely to remain 
on active duty. If an officer thinks his chances of finding private sector 
employment are good, he is more apt to investigate his actual opportuni- 


ties by doing some job searching. This job search could lead to job 


turnover— leaving active duty. 





V. CONCLUSIONS AND RECOMMENDATIONS 


A. CONCLUSIONS AND POLICY IMPLICATIONS 

This thesis investigated the factors which influence the retention of 
male, junior Marine Corps officers who are serving within their initial 
obligated service requirement. A multivariate logit regression model was 
estimated using these factors to determine their relative importance in 
explaining differences in the actual retention behavior of these officers. 

The factors which most strongly influence male, junior officers to 
remain on active duty beyond their initial service obligation are their 
commissioning source, marital/dependent status, military occupational 
specialty, race, and intrinsic and extrinsic job satisfaction factors. The 
variables comprising these job satisfaction components are listed in 
Tables 5.1 and 5.2. 

An officer who was commissioned from one of the service academies 
or from an ROTC program had a higher probability than an OCS gradu- 
ate of remaining on active duty beyond his initial service obligation. This 
result was expected, however it is surprising that ROTC graduates 
remain at a higher rate (24%) than service academy graduates (16%). All 
service academy graduates receive regu'ir commissions. Only ROTC 
scholarship graduates receive regular commissions while ROTC non- 
scholarship graduates receive reserve commissions. As a group, ROTC 


graduates still remain on active duty at higher rates than service 
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TABLE 5.1 
THE INTRINSIC JOB SATISFACTION COMPONENT 
SATISFACTION WITH CO-WORKERS 
HAPPY WITH JOB 
FRIENDSHIPS 
SATISFACTION WITH WORK CONDITIONS 


PERSONAL FREEDOM 
OPPORTUNITY TO SERVE THE COUNTRY 


TABLE 5.2 
THE EXTRINSIC JOB SATISFACTION COMPONENT 
SATISFACTION WITH: 
PROMOTIONS 
JOB SECURITY 
JOB TRAINING/IN-SERVICE EDUCATION 
VEAP BENEFITS/POST-SERVICE EDUCATION 


COMMISSARY SERVICES 
PAY AND ALLOWANCES 


academy graduates. Officers with regular commissions can remain on 
active duty without having to apply for augmentation. Reserve officers 
have to compete through the augmentation process for a limited number 
of available openings. Reserve officers would not be expected to remain 
on active duty at the same or higher rates as regular officers. 

Since 1980, the services have relied more on the service academies 
and ROTC as commissioning sources. In 1980, nine percent of new offi- 


cers came from the service academies. In 1989, the percentage of service 
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academy graduates increased to 12 percent. In 1980, 25 percent of new 
officers came from ROTC. In 1989, the percentage of ROTC graduates 
increased to 37 percent. According to CBO sources, the Navy spends an 
average of $153,000 to produce an officer through the Naval Academy, 
$53,000 for an ROTC scholarship student, and $20,000 for an officer 
who graduates from Officer Candidate School (OCS) [Ref. 25:p. 4]. Based 
on this study, the Navy/Marine Corps spends an extra $33,000 for an 
ROTC scholarship student who is 24 percent more likely to remain on 
active duty than his OCS counterpart. An extra $133,000 is spent on a 
Naval Academy graduate who is 16 percent more likely to stay than his 
OCS counterpart. 

An implication of these results is that the Marine Corps should 
reduce the number of officers commissioned by the service academies 
and increase the numbers of officers commissioned through the ROTC 
programs. If the reduction of service academy graduates is offset by a 
commensurate increase in ROTC non-scholarship graduates, there will 
be more officers with reserve commissions in the officer corps. Having 
more reserve officers will produce more competition in the augmentation 
process, but through this process the Marine Corps will be able to choose 
only the most qualified and productive officers to remain on active duty. 

An officer who is married and has children has an 18.3 percent 
higher probability of remaining on active duty than a single officer. This 
indicates that recent efforts to improve military family life are justified 
and that these efforts should promote increased retention of these offi- 


cers. More than half of the officers in this survey were married and 
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43 percent of these married officers had children. It is recommended that 
increased emphasis be placed on family programs and facilities at naval 
and Marine bases. In addition, of the married officers in this sample, 57 
percent had working spouses. As the number of dual-income military 
families increases, there will be an increased need for programs such as 
day-care facilities, employment seminars, and placement services for mil- 
itary spouses. 

Officers in the combat support specialties are 15.3 percent less likely 
to remain on active duty than their combat arms counterparts. This fac- 
tor may have to be considered when deciding how many openings in 
these fields will be made available to new lieutenants. Many reserve com- 
bat arms officers (who are retained through the augmentation process) 
are retained with the provision that they move into the combat support 
specialties. In addition, recent programs have been instituted to assign 
secondary military occupational specialties to qualified officers of the 
combat arms and combat support fields. These practices may need to be 
continued if support billets are to be filled by qualified officers in the face 
of possible force reductions in the near future. It is reeommended that 
more Officers be assigned primary or secondary specialties in the combat 
support field to overcome the reduced likelihood of retention found in 
these specialties. 

Minority officers are 14.8 percent more likely to remain on active 
duty than Caucasian officers. Attracting more minority candidates to the 
service has been the goal of marine recruiters for some time. The results 


of this model indicate that this goal should be maintained. It is often 
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viewed as beneficial to have at least the same representation of minority 
officers as minority enlisted members in the service. It is recommended 
that minority officers be commissioned at a rate equal to the representa- 
tion of minority enlisted members in the Marine Corps. 

It was surprising that intrinsic job satisfaction factors had a slightly 
stronger influence on retention than extrinsic factors. Intrinsic factors 
are difficult to affect directly, but areas which policy makers could influ- 
ence include working conditions and personal freedom or autonomy. 
Policy makers could make improvements to the facilities on military 
bases and continue to provide junior officers with commensurate respon- 
sibilities. These efforts influence overall intrinsic job satisfaction, which 
in turn would result in increased retention. 

Actions to influence extrinsic job satisfaction factors directly are 
more easily undertaken. Such actions might include: providing opportu- 
nities for promotion at the same stages in an officer's career as other 
services, providing appropriate and effective training, maintaining post- 
service education benefits, improving commissary services, and protect- 
ing military pay. These policies would influence overall extrinsic job 
satisfaction and would, in turn, also be expected to result in increased 
retention. 

Intrinsic and extrinsic factors which affect job satisfaction should be 
monitored through surveys such as the DOD survey on a more-frequent 
basis. Actions taken to improve individual factors such as working con- 


ditions, promotions, job training, and job security could have profound 


effects on the retention of junior officers. The combined effect of a one 











standard deviation increase in both the intrinsic and extrinsic job satis- 
faction components would result in an increase of the probability of 
remaining on active duty by 22.4 percent. 

The importance of these intrinsic and extrinsic job satisfaction com- 
ponents is reflected in the June 25, 1990 issue of the Navy Times, which 
provides a listing of the top 10 “satisfiers” which explain why Navy offi- 
cers stay. They are: (1) meaningful/challenging work; (2) positions of 
responsibility/authority; (3) use of abilities, skills, and education; (4) 
opportunity to serve my country; (5) career in a given subspecialty/desig- 
nator; (6) military retirement; (7) good pay and allowances; (8) opportun- 
ity to show initiative; (9) opportunity to command: and (10) Navy 


lifestyle/esprit de corps. [Ref. 26:p. 14] 


B. FUTURE RESEARCH 

It is recommended that future surveys sample more minorities and 
females so that separate models can be studied for these service mem- 
bers. In addition, similar studies should be completed for the other ser- 
vices to identify the similarities and differences among the services within 
DOD. 

Surveys such as the 1985 DOD Survey of Officer and Enlisted Per- 
sonnel should be continued. They provide a great deal of information on 
the behavior of service members. Less-detailed surveys could be con- 
ducted on a more-frequent basis and follow-up surveys could provide 
information on how the attitudes and behavior of respondents change 
over time. Results of exit surveys and matched data (such as the Member 


File used in this study) should be analyzed to provide information on 
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actual retention behavior. Information based on actual behavior is more 
robust than self-reported data. 

Schmidt (1982) stated that of the married naval officers in his study, 
30 percent had working spouses in 1978. The spouse’s income repre- 
sented an average of 16 percent of the total family income. Ashcraft 
(1987) stated that of the married naval officers in his study, 67 percent 
had working spouses in 1984, which accounted for an average of 20.5 
percent of total family income [Ref. 10:pp. 48-49]. In this study, of the 
married Marine officers, 57 percent had working spouses in 1984, which 
represented an average of 26.8 percent of total family income. 

As in Ashcraft's study, there has been a dramatic rise in the number 
of working spouses in military families since 1978. Working spouses in 
1984 accounted for a greater percentage of total family income than 
working spouscs did in 1978. Although spouse's income was found to be 
not statistically significant in Ashcraft’s study and was not used as a 
variable in this study, such a high percentage of dual-income couples 
may have an effect on policy decisions. As working spouses hold more 
profitable positions and provide higher percentages of the total family 
income, officers with working spouses may be less inclined to accept 
transfers to new duty stations. Programs such as military spouse 
employment seminars and placement services for military spouses may 


help to overcome this resistance. 
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APPENDIX 
ROTATED FACTOR PATTERN 


SAS NAME FACTORI1 FACTOR2 FACTOR3 FACTOR4 FACTORS FULL NAME 
0109105C 0.73807 ‘ . 33 . CO-WORKERS 
0109105J 0.54072 0.37544 * * * HAPPY WITH JOB 
O109105B 0.53213 . ‘ . : FRIENDSHIPS 
O109105N 0.46882 0.42595 * * . WORK CONDITIONS 
Q109105A 0.41879 0.24702 * . . PERSONAL 

FREEDOM 
01091051 0.37348 0.21029 od 24 . SERVE COUNTRY 
O109105K * 0.73011 . . id PROMOTIONS 
0109105M * 0.51387 . . . JOB SECURITY 
0109105L) 0.27223 0.43691 : 7 * JOB TRAINING 
01091050 * 0.34679 0.26764 - . VEAP BENEFITS 
0109105R be 0.33419 0.22989 bs bs COMMISSARY 

SERVICES 
O1O9105E 0.22019 0.29294 0.27317 * a PAY 
O109105FP * 0.20189 0.81052 . . MEDICAL CARE 
0109105Q . * 0.73075 * . DENTAL CARE 
O109105H 0.24200 0.21397 0.24939 ® . RETIREMENT 
O20E19B ® sd : 0.75782 * DISTANCE 
O20E19A . - * 0.63642 . CLIMATE 
O20E19H ba a ; 0.59479 : RECREATION 
O21E20D 7 ‘ ° , 0.82530 RACIAL TENSION 
O021E20C . . . ” 0.65026 CRIME 
O20E191 . i . , -0.37196 ATTITUDES OF 

LOCALS 


* = values less than 0.2 
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